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SUBJECT:  Senior  Officer  Debriefing  Report:  COL  Orman  E.  Hicks,  CO,  US 
Army  Aviation  Materiel  Management  Center  and  CO,  34th  General 
Support  Group,  Period  6  January  1969  to  21  December  1969  (U) 


•This  docir^'ont  oor'tnirn  f^fectlnf,  the  Notionei 

Dsfenno  c.:’  >  I'  .  '  i  ...  i  £  of  the 

SEE  DISTRIBUTION  Isr-ic:.  '  .  v  ^  ^ 

794.  li  .  co..i.i.'nT.  3 

in  any  ■  .  v  .....iLwd 

by  Ian . 

1.  Reference:  AR  1-26,  subject.  Senior  Officer  Debriefing  Program  (U) 
dated  4  November  1966. 

2.  Transmitted  herewith  Is  the  report  of  COL  Orman  E.  Hicks,  subject  as 
above . 

3.  This  report  Is  provided  to  Insure  appropriate  benefits  are  realized 
from  the  experiences  of  the  author.  The  report  should  be  reviewed  in 
accordance  with  paragraphs  3  and  5,  AR  1-26;  however.  It  should  not  be 
interpreted  as  the  official  view  of  the  Department  of  the  Army,  or  of 
any  agency  of  the  Department  of  the  Army. 

4.  Information  of  actions  initiated  under  provisions  of  AR  1-26,  as  a 
result  of  subject  report,  should  be  provided  ACSFOR  OT  UT  within  90  days 
of  receipt  of  covering  letter. 
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•  A  • 


AVHGC-DST 

SUBJECT:  Senior  Officer  Debriefing  Reportby  Colonel  Orman  E.  Hicks 


Assistant  Chief  of  Staff  for  Force  Development 
Department  of  the  Army 
Washington,  D.  C.  20310 


1.  (U)  Attached  are  three  copies  of  the  Senior  Officer  Debriefing  Report 
prepared  by  Colonel  Orman  E.  Hicks.  The  report  covers  the  period 

6  January  1969  through  21  December  1969,  during  which  time  Colonel 
Hicks  served  as  Commanding  Officer,  Aviation  Material  Management 
Center  and  Commanding  Officer,  34th  General  Support  Group  (Aircraft 
Maintenance  and  Supply), 

2.  (C)  This  headquarters  does  not  agree  with  all  comments  contained  in 
paragraph  3,  subject  report.  Mission  performance  with  concurrent  security 
responsibility  is  a  problem  not  peculiar  to  aviation  units  and  has  previously 
been  addressed  in  Unit  Operational  Report  Lessons  Learned  by  this  head- 
quarters.  All  organisations  of  this  command  have  adequate  strength  to 
perform  unit  security  responsibilities  during  non-duty  hours  without  a  se¬ 
rious  derogation  of  operational  capability.  Redeployment  phase  down 
planning  includes  the  elimination  and  consolidation  of  base  areas  to  reduce 
security  requirements. 

3.  (U)  Colonel  Hicks  is  recommended  as  a  candidate  guest  speaker  at 
appropriate  service  schools. 

FOR  THE  COMMANDER: 
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HEADQUARTERS.  34th  GENERAL  SUPPORT  GROUP  (AK&S) 
AFO  96309 


AVGF 

SUSJECTi  Dibrlcflng  Raport,  Colonel  Ornen  E.  Hicks 


24  DEC  ISbi- 


Comundlng  Genexml 
United  States  Any  Vietnam 
ATTIii  AVHGC-D8T 
APO  96375 


1.  References! 


a.  Lettsr.  Hssdquartsrs.  U.S.  Army  Vietnam,  AVHAG-FO,  Subjects  Senior 
Officer  Debriefing  Program,  dated  5  May  1969* 

b,  AR  1*26,  Senior  Officer  Debriefing  Program  (u),  dated  4  November 

1966. 

0*  USARV  Regulation  1-3,  Senior  Officer  Debriefing  Program  (u),  dated 
1  June  1968. 


2.  In  accordance  with  reference  la,  my  end  of  tour  debriefing  report  Is 
forwarded  herewith.  The  report  responds  to  paragraph  1,  reference  b,  and 
In  accordance  with  paragraph  5w  of  referencm/lol  reflects  ay  views  on  maint¬ 
enance  and  supply  problems  facing  avlatlmyln  yoeuiitsr-lnsurgency  environment. 


E.  HICKS 
Colonel,  TC 
Commanding 


Ragrad«l  undassifMwhan  sapiralMl 
from  dasslflid  Indosura. 
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DEBRIEFINC  REPORT 
(RCS-CSFOR-74) 


COUNTRYi  Vlctiua 

DEBRIEFING  REPORT  BYi  Colontl  On&n  E.  Hicks 

DUTY  ASSICSnOSn'i  Cousndlng  Officer  at  U.S*  Any  Aviation  Katorlsl  t'Anage- 
•snt  Cantor  and  Cosaandlng  Officer  of  34th  Central  Support 
Group  (AHifl)(GS) 

INCLUSIVE  DATES  I  £  January  1969  to  21  Dtceabtr  1969 
DATE  OF  REPORT  I  21  Deotnber  1969 


1.  Description  of  Duty  Aasiaiaent 

The  undersigned  has  occupied  two  assigned  positions  in  Vietnan  since  6 
January  1969« 

a«  Cosaandlng  Officert  U.S*  Any  Aviation  Materiel  Hanagesent  Center 
(6  Jan  69  •  16  Oct  69)  •  a  subordinate  unit  of  the  34th  Genenl  Support  Group, 
which  serves  as  the  inventory  and  Stock  Control  Center  for  all  Any  Aviation 

assets  in  Vietnan, 

b«  Coaaanding  Officer,  34th  General  Support  Group  (l6  Oct  69  -  21  Lee 
69),  responsible  for  the  Dinct  Support  (DS)  Maintenance  for  units  not  havinr 
DS  capability,  for  General  Support  Maintenance  of  all  Any  Aviation  in  Viet¬ 
nan,  and  fox  both  wholesale  and  retail,  countrywide  aviation  supply  support. 

2,  Introduction 

In  view  of  the  recent  debriefing  nport  subnitted  by  Colonel  Alton  C,  Post, 
the  pneeding  Connander,  this  nport  will  not  ooncern  itself  directly  with 
the  Group  nisslon,  organisational  structure,  or  concept  of  operation.  In¬ 
stead,  it  will  present  ay  personal  conamtn  on  the  aaintenance  and  supply 
support  of  Any  Aviation  in  Vietnan.  Listed  below  an  the  four  areas  of  con- 
nsnt  followed  by  a  detailed  discussion  in  the  following  paragraphs  i 


a.  Periaeter  Defense  Requirenents 

b.  More  Stringent  Aironft  Retrograde  Criteria 

c.  CH-47C  Modernisation 

WIMIIAMI  AT  I  VIAI  MTUVAIS; 
NOASMAmillTIAIS. 
I0IMS200.M 


d*  Aircraft  Repair  Ibrts  Supply 
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3>  Perl»«fr  Defense  R«Quirwnt« 

All  Bubordlnat*  units  of  th«  Group  have  Mlf-defense  requirements.  I-.ost  are 
In  forward  areas  which  are  frequently  the  target  of  eneay  attacks.  Security 
requires  that  all  aenbere  of  the  unite  must  frequently  engage  In  guard  and 
sentinel  duties  to  the  obvious  detriasnt  of  alsslon  perforaance.  This  pro- 
blea  was  discussed  In  the  31  January  1969  i^uarterly  Operational  Report  of  Les¬ 
sons  Learned  subaltted  by  the  53th  Transportation  Battalion.  The  rebuttal 
fToa  USARV  consisted  of  a  reainder  of  the  ability,  as  stated  in  the  TQ^,  of 
aircraft  aalntenance  units  to  fight  as  infantry  when  required  and  the  respon¬ 
sibility  to  properly  secure  their  operational  area.  This  is,  of  course,  true. 
However,  I  feel  strongly  that  this  capability  should  be  required  only  under 
emergency  conditions,  and  that  security  of  the  operational  area  i-efers  nor¬ 
mally  to  Interior  guard.  Aircraft  maintenance  and  supply  units  are  not 
ored  or  staffed  to  support  the  present  type  security  and  perimeter  rruairt— 
ments  over  prolonged  periods  of  time.  Several  factors  must  be  kept  in  mijid 
and  carefully  weighed  against  what  Is  desired  and  required  from  tl.er.c  units. 
For  example! 

(a)  If  a  sizable  element  of  the  unit  must  be  utilized  in  ^^uard  and  st.i- 
tlnel  duties,  as  Is  presently  the  case,  a  loan  in  full  productivity  must  be 
accepted.  The  Amy  devotes  extensive  resources  toward  the  traltiinr  an'  re¬ 
tention  of  personnel  In  the  aircraft  maintenance  and  supply  flel  \  i'he 
training  of  Infantry  and  military  police  Is  less  expensive  and  security  outlee 
are  more  closely  aligned  with  their  normal  mission.  In  my  opinion,  the  over¬ 
all  ability  of  the  Army  to  accomplish  Its  theater  mission  would  bo  greatly 
enhanced  If  Infantry  and  military  police  were  assigned  to  perform  the  insta  - 
latlon  security  mission,  especially  as  reductions  in  troop  strengths  leave 
aircraft  maintenance  units  as  major  tenants  of  large  inetallatlono.  doth 
greatly  Increased  p.'oductlon  and  sore  professional  eecurlty  arrangements  woul i 
result. 

(b)  It  Is  not  economically  practical  to  utilize  highly  skilled  and  ti.ci> 
nlcally  qualified  personnel  to  perform  the  skills  of  the  basic  soldier  over 
prolonged  periods  of  time.  If  the  guard  and  security  requirements  were  liftec 
from  the  aircraft  maintenance  and  supply  units  within  the  3^th  Group,  we  esti¬ 
mate  that  an  Increase  of  approximately  30^  to  In  productive  man  hours 
would  result.  This  figure  Is  based  on  the  total  maintenance  man-hour  cap¬ 
ability  of  the  15  General  Support  and  Direct  Support  units  (3n5,000  maint¬ 
enance  man-hours  per  month)  and  the  time  lost  to  perimeter  guard  and  other 
non-mission  duties  (ib^.OOO  man-hours). 

More  StrlnCTnt  Aircraft  Retroiarads  Criteria 

a.  During  this  period,  the  alrfraae  time  before  retrograde  to  for 

overhaul  of  all  aircraft  in  Vietnam  was  extended.  The  extensions  of  time 
are  outlined  In  the  Cloeed  Loop  Manual,  Sep  69.  The  major  impact  of  the  ex¬ 
tensions,  from  a  maintenance  point  of  view.  Is  that  the  3^th  Group  units 
will  bs  required  to  provide  a  major  share  of  the  maintenance  nan-hours  re¬ 
sulting  from  the  additional  major  Preventive  Maintenance  Periodic  (PMP) 
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Insptetlons  that  will  hav*  to  b«  parfomed  In-countryi  prinarlly  on  CH-^7, 

UH-1,  and  AH-IG  aircraft. 

b.  3^th  Group  compared  the  maintenance  man-hour  capability  of  its  units 
with  the  requirements  generated  by  this  new  program  and  as  a  result  initiater' 
a  request  through  USAI\V  for  an  augmentation  of  201  contract  maintenance  per¬ 
sonnel.  Final  appro /al  was  granted,  although  the  initial  request  was  cut 
from  201  to  1*51.  The  personnel  are  to  be  broken  into  PI  F  teams,  physically 
located  with,  and  under  OPCON,  of  3^^th  Group  units.  Experience  so  far  In¬ 
dicates  that  it  will  require  appro .clnatcly  J,600  man-hours  for  the 
l'’th  PHP  and  700  man-hours  for  the  UH-l  and  AH-IG  PKP's. 

0.  It  is  anticipated,  however,  that  even  with  the  augmentation  of  con¬ 
tract  civilian  teams,  there  will  be  an  increase  in  backlogged  maintenance 
man-hours,  with  a  corresponding  decrease  in  the  operationally  ready  rate 
throughout  Vietnam.  The  3^th  Group  is  constantly  updating  its  plans  to 
Insure  that  the  forcast  maintenance  man-hours  will  be  stabilised  and  that 
the  impact  on  aviation  o:>erating  units  will  be  minimal. 

5.  011-47 C  Modernization 

The  T55~L7C  gas  turbine  engine  was  installed  on  the  CH-47C  helicopter  from 
the  start  of  produotlJn  through  aerial  number  69-15957*  The  T55-L7G  was  in¬ 
stalled  in  lieu  of  the  T55'L11  engine  as  an  interim  measure  because  of  a  lag 
in  production  of  the  L-ll  engine.  The  L-11  Is  now  being  produced  in  sufficient 
quantity  to  retrofit  all  CH-47C'a,  enabling  them  to  operate  at  maximum  design 
capability.  This  conversion  is  programmed  to  be  accomplished  at  the  Air 
Vietnam  contract  facility.  The  modernization  of  the  CH-47C  consists  of  the 
installation  of  the  T55-L1^^  engines  and  other  dynamic  components  designed 
to  withstand  the  maxiaua  torque  load  produced  by  the  L-ll  engines.  The  basis 
for  the  decision  to  accomplish  the  conversion  concurrent  with  cyclic  main¬ 
tenance  at  the  Air  Vietnam  facility  is  the  estiiuited  4.2  million  dollar 
savings  that  will  be  realized.  Contract  negotiations  have  been  started  to 
convert  70  aircraft  concurrently  with  cyclic  maintenance  at  the  rate  of  5 
per  month,  with  initial  input  of  aircraft  In  January,  1970.  The  input  will 
be  increased  monthly  with  full  production  beginning  in  April,  '970.  Con¬ 
version  of  additional  aircraft,  if  required,  can  be  accomplished  as  an  add¬ 
on  to  the  preser.t  planned  program.  No  problems  are  anticipated  in  meeting 
the  program  schedule  provided  contract  negotiations  are  finalized  on  time. 

6,  Aircraft  Repair  Parts  Supply 

a.  The  3^th  General  Support  Group  provides  wholesale  aircraft  repair 
parts  support  to  all  Army  aircraft  in  Vietnam.  The  Aviation  Fiaterlel  Man¬ 
agement  Center  (AMMC)  operates  a  centralized  inventory  control  center  and 
two  aviation  depots  at  Qui  Nhon  and  Saigon  to  support  approximately  4,400 
aircraft.  In  addition  the  group  operates  10  Direct  Support  Supply  Activities 
(OSSA's)  to  provide  retail  support  to  non-di visional  aviation  unite.  The 
MSA's  are  located  throughout  Vietnam  -  from  Da  Nang  in  Z  CTZ  to  Vinh  Long 
in  IV  CTZ. 
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b,  Thtrt  has  bean  etaady  laproveaent  In  the  supply  posture  of  Army 
Aviation  In  Vletnaa.  AKMC  deaand  accomodation  (the  percenta^-'e  of  requis¬ 
itions  Batching  the  ASL)  now  stands  at  91i^i  while  denand  satisfaction 
(the  percentage  of  matching  requisitions  that  are  filled  immediately)  has 
risen  to  More  significant ,  however,  is  the  effect  of  the  improve- 

aent  upon  the  operationally  ready  rate  of  RVH  aircraft.  For  example,  in¬ 
tensive  aanageaent  and  daily  contact  with  AVSCOM  has  reduced  the  number 
of  parts  grounding  ton  or  more  aircraft  from  as  many  as  24  parts  (-roundiii 
4'35  aircraft  in  June,  1969i  to  a  period  in  early  October,  19^9.  when  no 
parts  were  grounding  tan  or  more  aircraft.  The  Red  !>all  rate,  or  percent¬ 
age  of  aircraft  grounded  due  to  requisitions  redballe^i  to  CChL'J  reached  u 
temporary  high  of  24,3a  on  3  June,  1969.  Intensive  i-aanagenent  and  con..dr.d 
aaphasis,  to  include  lateral  search  of  DSSA's,  use  of  the  FA.h  ^oi 
catlng  parts,  exploitation  of  Interchan 'jeebillty  and  subctltutability  dal 
and  dally  communication  with  AVSCOh  reduced  this  figure  to  an  all-time  lo-. 
of  4,2f?  on  31  October  1969.  Specific  Improvement  in  two  previously  "pro¬ 
blem"  aircraft  is  documented  in  the  table  below. 


NUliOrn  OF  AIHCRAFT  GROUNDED 


DATE 

CH-47 

OH-6 

Oct  60 

115 

Apr  69 

ICO 

109 

Sep  69 

— 

^5 

14  Oct  69 

— 

12 

22  Oct  69 

29 

— 

c.  In  addition  to  Improvement  In  the  basic  mission  of  keeping  aircraft 
flying,  notable  progress  has  been  made  In  other  areas.  Increased  emphasis 
on  eliBlnaticn  of  excess  resulted  in  51f^53  lines  being  retrograded  to  the 
depots  and  14,143  lines  being  retrograded  to  COUUS  during  September  and 
October  1969.  A  third  generation  computer,  model  36O/5O  has  been  Installeu 
and  will  be  operational  soon.  It  will  provide  the  capability  for  a  cycle 
every  aecond  day  rather  than  currently  every  sixth  day.  A  recent  analyclt 
of  D3SA  zero  balances  resulted  in  securing  USARV  approval  to  increase  the 
order-ship  time  used  in  computing  stockage  levels  from  13  days  to  '}0  days. 
The  more  realistic  figure  should  materially  reduce  the  zero  balances  and 
ESP's  generated  by  the  DSSA's.  The  Group  Aircraft  Supply  Assistance  Team 
(ASAT)  has  been  extremely  actlvei  visiting  and  asBlstlng  most  of  the  Group 
DSSA'ai  the  let  Cav  Division  and  the  Americal  Division.  The  team  is  ex¬ 
tremely  well  received  and  ie  our  primary  tool  used  to  insure  quality  per¬ 
formance  at  the  DSSA's. 

d.  There  are  a  few  "lessons  learned"  in  the  aircraft  supply  busiticss 
that  require  constant  reiteration  and  are  listed  below.  Fy  tour  in  VU  t- 
nam  has  reinforced  my  conviction  that  they  are  absolutely  essential  to  an 
efficient,  smoothly  functfoning,  effective  aviation  supply  system. 

1,  Dedicated  airlift  for  in-country  distribution  Insures  a  re¬ 
sponsive  transportation  system.  EDF  shipments  from  Saigon  to  far  north 
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cuatoasrs  In  Octobar  and  Novanbar  avaragad  3.1  daya.  Rroa  Qui  Nhon  EDP 
ahlpaanta  avara^d  7^1  daya.  Thla  is  unaecaptabla.  Tha  dadlcatad  Caribou 
which  tha  lUth  nnma.  Bn  oparataa  batwaan  Qul  Nhon  and  Plalku  and  haa  been 
outatandlnfly  aueoaaaful.  Thla  prinoipla  naada  to  ba  fraatly  axpandad. 

2.  Ona-atop  aupply  aupport  la  anothar  aaaantial  faatura  of  a  re- 
aponalva  ayataa.  Thla  ra^uiraa  that  all  parta  aaaantial  to  tha  waapona 
ayataa  ba  avallabla  at  a  alngla  OSSA. 

3.  Tha  Boat  laportant  aln^a  laaaon  laaxnad  during  ny  cour  la  that 
cantrallaad,  "vartleal”  aanaganant  of  critical,  axpanalva  waapona  aystana 
la  a  nuat  If  wa  ara  to  hava  high  availability  rataa.  Thla  capability  Is 
provlaad  by  3^th  Group  on  a  thMtar  wlda  baala.  and  an  organlaatlon  of  this 
type,  with  organic  aviation  aupply  coapanlaa*  ahould  ba  an  Intagral  part 

of  future  aviation  TOK  planning.  Tha  suceaaa  wa  hava  had  In  lowering 
theater  aircraft  IDP  rataa  la  alaoat  entirely  attributable  to  thla  system 
of  Intanalva  aanagaaant  of  specific  weapons  ayataa. 
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